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THE IN-BASKET EXERCISE

WHAT IS IT?

Training which approximates or ‘‘simulates’’ experience forms a bridge between the
training and performance on the job. The case method, for example, attempts this ap-
proximation. (See TG 5-16, ‘“Management Development Casebook.’”’) A new technique
which simulates experience even more closely is in ‘‘In-Basket Exercise.”” It consists
of confronting a group with such material as a supervisory or administrative official might
find in his in-basket on a given day and requiring each member to de.ide how he would
handle it. The items in the in-basket present a variety of realistic operating situations
ranging from the simple to the complex.

Various settings have been used for the exercise and different roles have been played
by the participants. The selections are made on the basis of the backgrounds and needs
of the participants. For the exercise used in this guide the role is that of a VA manager.
Each participant assumes tre role of Mr. Homer Sage, newly appointed as the Manager,
VA Center, Utopia, Somestate. On arrival Mr. Sage finds that he has to leave the station
in two hours and will be gone for two weeks, The Assistant Manager is home with a minor
illness. Mr. Sage’s secretary has left a packet of materials in his in-basket. As Homer
Sage, each participant is to go through the packct and note on each item what he would do
and why he would do it. He is not allowed to call anybody in to help him, to phone anybody,
or to take any of the materials with him on the trip. He may, however, write reference
slips or notes. When the Homer Sages complete this assignment, the moderator leads a
discussion. He asks the group members how they handled the items and stimulates a dis-
cussion on the various approaches used. o -

WEAT ARE THE ADVANTAGES ?

These are pretty much the advantages of the case method which are described on
page 2 of TG 5-16. However, the in-basket exercise achieves certain of these advantages
more fully.

o It provides specific experience inindividualdecision m‘aking and problem solving.

- Some of the items are connected in various ways, so it is necessary to dis-
cover interrelationships.

- Some of the items are considerably more urgent than others, so it is neces-
sary to determine the relative importance of various matters.

- The time is short, which requiresthatitbe used in the most efficient manner.

o It produces a vivid realization that supervisory and administrative problems do
not have a single answer. A group member may feel quite content with his an-
swer, until somebody else not only comes up with a different answer, but also
makes a good case for it. Members also discover thLat they may have overlooked
a factor or that tkay have given different emphasis to the factors.

o By requiring the members to select the person who will best carry out an action,
it brings out the importance of getting things done through people.

o it allows for interchange of experience. When several members mention that
‘““the same situation happened in our division one time,’’ they realize that other
people have problems similar to their own and that other people have difficulty
in solving these problems.

HOW CAN YOU USE IT?

1. Read through the appendices. Appendix A outlines the instructions for the ex-
ercise; Appendix B is a demonstration item to give the group an opportunity to
try out the technique; Appendix C contains items of the type which can be used
in an in-basket kit; and Appendix D gives some notes on these items, These
notes do not give a complete analysis. They simply list some comments which
may help the moderator in conducting the discussion. The notes cover aspects
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such as tke type of item, the relationthips of items, possible responses, and
questions which may cccur to the Homer Sages while they are deciding what they
would do.

Decide the role that the participants will play. We have already mentioned the
role of the Manager of a VA Center. You may wish to use your own type of sta-
tion. Most persons in the middle management level should oe able to put them-
selves in the role of afield stationmanager. Another possibility is to use a lower
level, for example, adivision chief. Ifthis is done, the items should be sufficiently
general so that a cross-section of station supervisors will be able to tackle them
without too much difficulty.

Develop substitute items, if desired. The sample items in Appendix C are il-
lustrative of the type that can be used. Judging from our experience with this
technique, you should not have any difficulty in drawing on your own experience
to develop substitutes for any items you don’t wish to use. We suggest about 20
to 22 items. They should be mostly those which provide exercise in applying
administrative knowledges. You can include a few routine items for sake of
variety, as well as a few ‘‘trap’’ items. The latter are those having hidden im-
plications which may be overlooked unless the items are carefully studied. You
will note that in the samples we haveused names that add a touch of humor. This
helps to keep the group ‘‘loosened up.’’ If you prefer, of course, y.. can use
‘‘straight’’ names.

Reproduce items locally. Have enough for a complete kit of items for each

member of the group.

Decide the procedure which the moderator will use. A suggested procedure is
as follows:

a. Give a brief introduction. Outline the purpose of the exercise. Stress that
while the exercise is quite practical, the group should have fun. The experi-
-ence of those who have used the technique is that participants enjoy it.

b. Read the instructions, Appendix A, aloud. Stress the “act that each person
is to write down not only what he would do but why he would do it. Unless he
does the latter, the ensuing discussion is likely to be shallow and, therefore,
less beneficial.

c. Distribute the instructions and give the group a few minutes to read them.
Both hearing and reading the instructions will make them stick better. An-
swer any questions about the instructions.

d. Distribute the demonstration case {Appendix B) and allow the group about
five minutes to do it.

e. Discuss the demonstration case. The elapsed time up to this point should be
about 20 minutes.

f. Distribute the kit of items you have developed. Tell the members how much
time they will have to complete the assignment. Allow 75 minutes for about
20 to 22 items. While the group is working, walk areund the room so you can
answer any individual questions.

g- At the end of the 75 minutes give the group a ‘‘break.” You may call the
““break’’ earlier than this, if many of the group finish early and show signs
of restlessness. Caution the group to defer discussion of the items until
after the ‘‘break.’”’

h. Discuss the items. An hour and a half for this would be about the minimum
time. Of course, more canbe allowed. The items don’t have to be taken up in
any order. You can start with a few easy ones to give the group confidence;
another way is to ask the group members which item they considered most
pressing. It isn’t essential that all items be discussed. For each item allow
sufficient time for the group to give a number of responses and to discuss
them. However, don’t allow the discussion to get so protracted that the group
covers only a snall number of items.
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i. Give a 10-15 minute summatic.a. One aporoach is to describe some of the
points relating to decision making which were touched on during the discus-
sion, either explicitly or implicitly. For example,these ‘‘needs’’ are usually
mentioned:

{1) The need to consider the facts. However, you never can get ‘‘all the
facts. ' The question is, ‘‘When do you have enough facts to justify
action?”’

{2) The need to consider timing. The right decision at the ~vrong time can
turn out to be a wrong decision. The saying, ‘‘Better late than never”
is sometimes, ‘'Better never than late.’”’ Inaction is sometimes advis-

{ U able. —

(3) The need to look under the surface. Will a particular solution treat the
4 symptoms and ignore a deeper problem? Will you, in effect, be giving 3
aspirin for a headache that persists?

-

(4) The need to adapt the decision to the situation. No act occurs ina
vacuum; everything takes place in a rich context of human relationships
and other circumstances. In order to make a wise decision you must
try to know this context.

w

(5) The neea to consider the consequences of the decision. An immediate
solution which appeals from the viewpoint of expediency may also involve
pi‘falls, as for example in the way people respond to it. It may alsc look
less desirable when you look at the long-range consequences.

(6) The need to consult. This meansusing your experts and consulting those
who can help you make a decision. But it also means consulting those
who have to make the decision work and those who are affected by the
decision.

{(7) The need to understand the limitations of orders. This refers to an
appreciation of the fact that issuance of orders doesn’t necessarily en-
sure the accomplishment of purpose.

SOME OTHER TIPS

1. Some members of the group may have difficulty placing themselves in the role
as assigned. They may say, ‘‘I wouldn’t try to handle these types of problems
in suct a short time’’ or ‘‘I wouldn’t think of deciding these things without calling
a staff meeting.”’ If this occurs, agree that the situation is artificial in certain
respects. Explain that the ‘‘rules of the game’’ have been purposely constructed
to achieve certain specific purposes. Point out that the problems are typical,
even though no one station would have so many troubles, and that consideration
and later discussion of them will be valuable.

2. Initially the group may look for a ‘‘school solution’’ or may expect the moderator
to decide which of the proposed solutions is correct. Usually there is more than
one right answer. One of the tasks of the moderator is to help the group realize
this. For suggestions on how to carry out this task see pages 8 through 11 of
TG 5-16. .

3. The dates used in the appendices are basedon Homer Sage’s arrival at the Utopia
Center on a specific date. This has been done so you can see the chronological
relationship of the items. We suggest, however, that you make the date of arrival
the same as the date on which you conduct the exercise. This gives it more im-
mediacy. If you use any of the sample items, adjust the dates accordingly. For
example, in the first paragraph of Item 5 the date of the luncheon should be the

8 - second work day following Homer Sage’s arrival at the station.

4, The items in Appendix C are numbered for ease of identification with the com-
ments. We suggest you also use a numbering system; this will it easier for the
participants to identify the items readily during the discussion period. If you do
this, mix up the items in the kit so that the members won’t feel that they have to
- tackle them in strict numerical order. -

Q

ERIC

Aruitoxt provided by Eic:




Q

ERIC

Aruitoxt provided by Eic:

e

APPENDIX A

INSTRUCTIONS FOR THE "IN-BASKET EXERCISE"

We are going to have a little exercise in individual decision making and problem solving,
in a hypothetical management situation. You are to assume that it is 8:45 a.m., Friday,
August 25, 1961. You, Homer Sage, have arrived about 30 minutes ago at the Utopia VA
Center, Somestate, to assume your duties as Manager, a post to which you were appointed
2 weels ago. Vour predecessor, Rollin Stone, was transferred at that time to another VA
station. The Utopia Center consists of an RO with 300 employees and a GM&S Hospital
(600 employees) ‘with one closed ward. The station number is 4075.

This is the first time you have ever been to Utopia VAC., About 10 minutes ago you re-
ceived a wire from CO telling you that you have to go to CO on a special project. You will
return to Utopia on September 4, 1961. In order to catch your plane ycu must leave the
station at 11 a.m. - 2-1/4 hours from now.

Your Assistant Manager, Miles A. Way, Acting Manager for the past 2 weeks, is home today
with a mild touch of laryngitis. After receiving the wire from CO it takes you about 15
minutes to take care of various administrative details connected with your trip, including
the designation of Lee Gill, Chief Attorney, as Acting Manager until Way’'s return. You
decide to spend the two hours remaining in going through your in-basket AND TAKING
WHATEVER ACTION 1S APPROPRIATE on the items in it.

For this exercise, you are to go through the entire contents of your IN-BASKET and write
down in a few words on each item what you would do and why. Every action you wish to
take should be noted down briefly, including notesto your Secretary, to others and yourself.
("Ise ‘‘Homer Sage’’ as your signature, of course.) You cannot call anybody to help you,
rhone anybody, or take any of the materials with you on your trip.

You are to use your ownexperience asthe basis for your actions in the role of Homer Sage.
Please try to put yourself in his place for the duration of the exercise.

You will be given 75 minutes in which to write dcwn on each item the action you would take
and why. Then you will have an opportunity to discuss w:th the other participants the ap-
propriateness of your actions.

The IN-BASKET packet will be collected at the end of the session. However, this is not a
test. Do not write your true name on any of the items.

-

THINGS TO REMEMBER!

THE DAY IS TODAY. THE TIME IS THE PRESENT.

WRITE DOWN BRIEFLY EVERY ACTION YOU WOULD TAKE ON THE ITEM, NOW OR ON
YOUR RETURN, AND WHY. (If the action involves a memo, letter, or meeting, etc., jot
down a brief description of the contents or agenda.)

YOU MUST WORK WITH THE MATERIALS AT HAND, YOU CAN’'T CALL ANYBODY IN
TO HELP YOU. YOU CAN'T PHONE ANYBODY BEFORE YOU LEAVE FOR CO. YOU
CAN'T TAKE CARE OF ANY OF THE ITEMS WHILE IN CO.

YOU WILL BE GONE FOR ABOUT 10 DAYS, BEGINNING ABOUT TWO HOURS FROM
NOW, ALL ITEMS ARE TO BE CONSIDERED AS ORIGINALS (unless specifically marked)
AND TO BE TECHNICALLY CORRECT.

ALL ITEMS ARE TO BE CONSIDERED AS HAVING PROPETR WiiITE AND GREEN COPIES
ATTACHED (where applicable) AND BEING OTHERWISE IN APPROPRIATE FORMAT,

“
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APPENDIX B VETERANS ADMINISTRATION

CENTER
UTOPIA, SOMESTATE

Your File Reference:

In Reply Refer To: 4075/25

Mr., Lester Corcoran

Manager " -
Utopia Transit Company

245 Speedwell Street

Utopia, Somestate

Dear Mr, Corcoran:

Our Hospital Day earlier this month was 2 great success, A very
large part of this was due to the special bus service to our Center,
which you arranged, We could not have told so many people about our
medical services to veterans, if you hadn't got them out here to
begin with,

I an sure that these special arrangements meant much extra work for
you and the company employees. As I told you over the phone last
week, we certainly appreciate your help very much, Thank you for
your fine cooperation.

Very truly yours,

MILES A, WAY
Acting Manager

DEMONSTRATION ITEM
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NOTES ON APPENDIX B N

Possible responses

1.

What_- Note to secretary: ‘‘Hold for Mr. Way to sign on his return.”

Why - There is no need to revise this letter for my signature or that of Lee Gill.
Mr. Way apparently was in direct contact with Mr. Corcoran and it would be
better for him to sign the letter.

What - Note to recretary: ‘‘Revise and retype for Mr. Gill's signature as Acting
Manager. When I return remind me to call Mr. Corcoran also.”’

Why - There is no need to hold up this letter, but when I return I want to get ac-
quainted with Mr. Corcoran.

What - Note to secretary: ‘‘Revise and retype for my signature and hold for my
return.”’

Why - I want to get acquainted with Mr. Corcoran and this presents a good way of
accomplishing it.

Other comments

1.

This is an easy item which serves towarmup the group and to give them practice in
writing down both the what and the why. There is no particular format; the group
will probably not use that shown above.

We mentioned earlier that you should allow sufficient time to obtain a number of re-
sponses and a discussion of them. As to the former, the moderator can point out that
even a simple item like this can produce a number of aliernatives. As to the latter,
those who have decided on the first two responses above will probably take issue
with those who gave the third response. Of course, as is also mentioned, there won't
be enough time for an extensive discussion on each item.

P P
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Item )
VETERANS ADMINISTRATION

REFERENCE SLiP

TO (Nama or title~Organisationas! slament—Room No and »idg ) INITIALS—DATE

Manager (4075/00)

2

3

4

LY

REASON FOR RIF ERENCE
APPROVAL D CONCURRENCE D NOTE AND RETURN
AS REQUESTED FOR YOUR AILES PER CONVERSATION
CALL mE INFORMATION RECOMMENDATION
COMMENTS NECESSARY ACTION X SIGNATURE
FOR SICATURE OF

REMARKS

The dus date (Aug. 24) for this report is unreasonable,
Besides the report is vanecessary, If we kick up some
fuss (“out it, maybe they'll discontinue it some day,

FroM DATE
‘ ‘% PZW _%/Zu/ﬂ
o G,
Chief, Pinnn visiod (407S/ 24) 3
VAFOIM §Q9(  EXISTING STOCKS OF VA FORM X2, 20 190-0-226110
0CT i1sh NOV 14, WILL BE USED

NOTE: - This reference slip and the following telegraphic
message are stapled together as one item.,
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START MESSAGE

Itex
HAME OF ACRCY PRECEDaNCE 3
<
VA CENTER ACTON PRIORITY ]
UTOPIA, SOMESTATE #e0, i
TYPE OF MESSAOE ¥ QASRICATION
ACCOUNTING CLASSFICATION [ weu oo B oam toms 16 fev maaor 13 1937
X} manaconss Gla MGMATION 28 203 04
™ SOGK N O TR e TELEGRAPHIC MESSAGE
OMNCIAL SUSINESS
V. 5. SOVERNMNT
MESSAGE TO BE TRANSMITTED (Use dovbie 1pecng and oll caprs! leners) THIS COL. FOR ALLICY WS¢
re
(ACTION) VACO WASHINGTON DC
(INY0) AREA MEDICAL DIRECTOR
24/ TIME REQUIRED TO ASSEMBLE DATA FOR MONTHLY REPORT ON
" DISTRIBUTION OF EXPENDITURES BY APPROPRIATION RCS X-102 PREVENTS
¥
SUBMISSION BY DUE DATE, RQST 10 DAY EXTENSION. 00

DO NOT TYPE MESSAGE SEYOND TS Uit

M08 NO NO U{Aﬂi

NAME AND Tt OF 108 (Trpe) OMGNATOR S TH NO DATE AND Tyuad FMPANID
Pt 1] Goraals xs42 B2/
Prank N, £ , Chief, rin, Div, (4075/24) SECURTY CASSTIATION

8:20 a.m.

1 connly ot thes ge s officre] b , ¥ Aot 1, ead 1 1 the nterest of the Government,

{Sprmame)

0o 1981 0 90— 803000

11
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VETERANS ADMINISTPATION
CRNTRAL OFFICR

(ACTION) UTOPIA VA CENTER

(TELRTYPE)

PRIORITY

(INFO ) AREA MEDICAL DIRECTOR

00/ MONTHLY XEPORT OM DISTRIBUTION OF EXPENDITURES BY APPROPRIATION

Item 2

RCS X=102 DUE 3/24 NOT RECZIVED PERIOD SUBMIT REPORT BY RETURN WIRE 20/24
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Item 3

1842 North Main Street
Utopia, Somestate
August 23, 1961

Manager
Utopia VA Center
Utopia, Somestate

Dear Sir:

I wanted to write to you, the top man, to tell
you how much I appreciate what you people did for
me during my recent stay at your hospital. There
couldn't have been a nicer, more cheerful bunch of
persons taking care of me. Incidentally, Joe Smith,
one of the nursing assistants, was absent the day
I was leaving and I wasn’t able to give him the
enclosed as a token of my appreciation. Will you
please see that he gets it.

Thacks again for your wonderful work. God
bless you all.,

Sincerely yours,

Chrend &u‘ﬂw{w

e

. “;
_____&"AA, — 1007/ rffrrse

NOTE: The check

:;1 ‘:;idle‘:teers.tapled Ny 5 00 __&MEM_&*:FLMM’__ -

e e —

bl 1 Fa 3

. %)Iy tothe  Q ' :
vyl [N\, / m_
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Item 4

Standard Form 63
Jem_ 1982

EMORANDUM OF CALL |
M M Date Time
8/25/61 8:30 a.m,

TO—
Mr., Sage

£] You weas caLLxp sy— O You waae VISITED BY—

Mr. Deadline

. Nember or code Kxtension
i ST 4-3281

ﬁnuu CALL O warting 10 828 YOU

(] wie caiL agan 3 wisnas AN APPOINTMENT

] axTURNING YOUR CALL

Leet Tais Mastaox 25, Deadline, the editor of
the Utopia Gaze'te, heard that a mental

patient escapec yesterday and wishes to
know if he is dangerous,

referring to that patient, Sam E. Loper.

‘ Z b 1:;-5 .
usmvﬁ:m ~O-412029 (Secty)

pAd
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UTOPIA ROTARY CLUB
1215 Main Street
Utopia, Somestate

August 22, 1961

Mr, Rollin Stome
Manager

VA Hospital
Utopia, Somestate

Dear Mr. Stone:

Thank you very much for accepting our invitation to speak on August 29
at our noon luncheon., As always, we are looking forward to hearing

you.

By the way, one of our members who is a little short this month

asked me if he could pay his insurance premium late. His payment was due
August 1, and he would like to wait until September 15, I told him

that I was pretty sure he had a sixty-day grace period, but that I

would check with you to make absolutely certain. Would you please

write to him directly - Y. B. Close, 3510 Abercrombie Street, Utopia.

Sincerely yours,

2

OoTI1S B, JO
President
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VETERANS ADMINISTZATION

REFERENCE SLIP

Item 6

TO (Neme or title—Orgenizetionel slement—Room No end bld§) INITIALS—DATE

Manager (4075/00) F

Chief, Personnel Division (4075/25)

S

REASON FOR REFERENCE

1 K] arerova (3 concurnence
AS REQUESTED (J ror vour rues
CALL ME INFORMATION
COMMENTS 2 NECESSARY ACTION

PREPARE REPLY
FOR SIGNATURE OF

1 &

D NOTE AND RETURN
PER CONVERSATION
RECOMMENDATION
SIGNATURE

REMARKS

For approval and signature,

-

FROM |9

HIRAM FAST, Chief
Personnel Division (4075/25)

DATE
8/24/61

TEL EXT.

VA FORM 3230 EXISTING STOCKS OF VA FORM 2230,
OCT 1956 NOV 1845, WILL BE USED

NOTE: This reference slip and the following SF 52
are stapled together as one item.




Item 6

Standord Form $2—Rev July 1957
Promul, he U S Civil
Fodpner & e 03 €i"* REQUEST FOR PERSONNEL ACTION
PART I. REQUESTING OFFICE: Unless otherwise instructed, fill in all stems 1n this part except those inside the heavy lines  If appl-
| cable, obtain resignation and separation data on reverse side
1 NAME (o3 Furst— Meddle — My —Mess m et ) 2 OATE OF SITH 3 IOENTHFICATION (Optenal) A Request Number
{ Corbett, Edward Mr. 1/11/2% 402 \
¥ Kind of Achon Requesned T € Propored thechve Do 1D om ot Requent
(1) Personnel (Spucrly , o)
< Promotion ASAP 8/23/61 3
4 (2) Posmon (Specrly estoblah, review, cbolesh, oK | T T € Poston Sentteerty *_’
S NATURE OF ACTION (Une stondord termmokogy) ] tm‘\cz'»{éN DATE 7 CIVIL SERVICE OR OTHER LEGAL AUTHORITY
PROMOT ION 2,501(a)
) FROM— Personnel Assistant s fosmon me 70—  Personnel Assistant
4075-635-B (Assistant Personnel Officer)
o 4075-483-0
GS-201-9, $6585 p.a. 9 ::llﬁvm GS-201-11
Personnel Division
Personnel Activities 10 NAME ARD LOCA. Same
8 WHKCH
EMPLOYED
Utopia VA Center 11 OUTY STATION Same
Yos 12 APPORTIONED Yor Lj Appoonment Wered
rosmon STATE Proved
. F Remorks by Requesting Office {Contnve 1n rtem F on reverse side, iF necesiary  Show, if @PPlicable, ony known oddihonal or modidied reosons for resqnonon)

Exception to promotion plan - "Upgrading of positiou without substantial change
in duties".

G Requested by (Signatwe ond Trtle) ‘ 4:; %d— 1 Request opproved by
T

Personnel Office Snatre
H FRor addinonal mformaton Call (Nome and telephone number)

Title Manager

PART II. TO BE COMPLETED BY PERSONNEL OFFICE (Items inside heavy lines in Part | above also to be completed)
13 VETERAN PREFERENCE 14 TENURE GROUP 15 POSIMON TO BE OCCUPIED 1S IN THE

No | S-pt 16-pt Disab 10-pt Other Competitve Excepred

Service Servie

16 APPROPRIATION 17 PAYROLL DEDUCTIONS 1 Posshon Class € canon Acnon
. CSR | FICA FEGLE Now Ve t A Regr s
om
w  8432.4030
K CLEARANCES #itols or Signatre Date (7} Rernons  (Note Use lem 19 on reverse for Stondora Form 50 remorks)
(._n“d“ ut_Qfﬂ-s_Qf ’ii d 9‘ ;i hd gl'zj/él 1 Stondard
(21 CER ORPOS CONTIOL 7
(3) CLASSIICATION
{4) PLACEMENT OR EMM .
[£1)
(6) ApPROVED BY

17

ERIC

Aruitoxt provided by Eic:

. . e




O

ERIC

Aruitoxt provided by Eic:

18

Item 7

VETERANS AOMINISTRATION

REFERENCE SLIP

TO (Neme or title—Organisetions! salement—Room No end bidg) INITIALS~DATE

Managexr (4075/00)

2,

___Petsonnel Officexr (4075/25)

3

4

s

REASON FOR REFERENCE

1 (X averovar [ concurnexce [ wore ano rerunn
AS REQUESTED FOR YOUR FILES [ rer convensamion
CALL ME INFORMATION [ secommenoarion
COMMENTS 2 (X wecessanv acrion 1 SIGNATURE

PREPARE REPLY
FOR SIGNATURE OF

REMARKS

Selection has been made in accordance with station
promotion plan. This has been discussed with the
personnel officer.

LA

Peter Faversham, Chief 8
Registrar Division (4075-136) /24761

TEL. EXT.

2522

VA FORM ,,30 EXISTING STOCKS OF YA FORM X230,
0CT 1956 NOV 143, WILL BE USED

NOTE: ‘1his reference slip and the following SF 52 are

stapled together as one item.

PN
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Form 52.—Rev. July 1057

Promtesed oy e S Co REQUEST FOR PERSONNEL ACTION

Seevice Commusion FPM R-1

PART I. REQUESTING OFFICE: Unless otherwise instructed, fill in all tems in this part except thrse nside the heavy hines  If apph-
cable, obtain re- gnation and separation data on reverse side

T NAME (Last—Fwir—Middle —Mr — Mus —Mrs ) 2 DATE OF BTH

4/9/38

Rowe, Mary Miss

8 Kind of Achon Requeiied
(1) Personnel (Specily

Promot fon
(2} Positon (Specily estoblish, review, abolish, ek )

Vice: Jane Jones - Resigned 8/18/61

3 IDENT¥ICATION (Ophonal) A Request Number

194

5™ Bore of Requent

T;;o_powd Ehechve Bo; -

ASAP 8/23/61

€ Poumon Senttmty

5 N4 T OF ACTION (Lee standord leemmology) & EFFECTIVE DATE
OF ACTION

7 CIVIL SERYVICE OR OTHER LEGAL AUTHORITY

FROM—  Clerk-Typist
4075-165-B

GS-322-2, $3445 p.a. 9. SERES, GRADE,
Communications and Records 10 NAME AND LOCA

Section
Registrar Division

Utopia VA Center 11 DUTY STATION

TO— (Clerk-Stenographer
(Ward Secretary)
4075-273-0
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Ward Administration
Registrar Division

Same

12 APPORTIONED
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STATE
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hief, Registrar Division

1 Request oppreved by

Signotvre
K For eddihenal imformanon Cell (Nome and lelephone number)

Same. EBxt, 2522 Tites

Manager

PART iI. TO BE COMPLETED BY PERSONNEL OFFICE (ltems inside heavy lines 1n Part | above also to be completed)

13 VETERAN PREFERENCE 14 TENURE GROUP
Ne Sept 10-pt Daeb 10-pt Other

15 POSIMTION TO B OCCUPIED 1S IN THE

Compettve
Service

16 APPROPRIATION 17 PAYROU DEDUCTIONS

fom 8432,2500, e | meay fou
o 8432,2200

) Posmon Classhicorion Achon

New | VYer | 14 u.,_.“’

K CLLARANCES ool of Signokre

(7) Remorks: (Nok Use dem 19 en reverse for Standord Ferm 50 remarks)

Qualh Swondard

Oete.
) Budget Officer M,U-. 74 gla4jel

(2) CEX OR POS CONTROL

(3) QASSHICATION

{4) PACEMENT OR EMPL

%

(¢ APPROVED 8Y,




Item 8
YETERANS ADMINISTRATION
REFERENCE SLiP

TG (Nemae or titie~Ordenizetional element—Room No. and bidd.) INITIALS—=DATE

Assistant Manager (4075/001)

Manager (4075/00)

3

[y

s

REASON FOR REFERENCE
D APPROVAL D CONCURRENCE D NOTE AND RETURN
AS REQUESTED FOR YOUR FILES PER CONVERSATION
CALL NE D INFORMATION RECOMMENDATION
COMMENTS D NECESSARY ACTION SIGNATURE
D PREPARE REPLY
FOR SIGNATURE OF
REMARKS

As Safety and Pire Protection Officer for this
station, I think we should do something about this
- spike heel business, Not only are spike heels a
safety hazard, but they also scar up the wooden
floors we have in some places. An average-weight
female wearing spike heels of 1/4 inch diameter
exerts on our floors a pressure of almost 1 ton
per square inch! It seems to me that the only
solution 18 to be firm and direct about the prob-
lem. Request your approval and signature of
attached station memo,

we T MY

OATE
I.M. VIGILANT 8/24/61 -
Chief, Engineering Division =,
(4075/138) 458
SET 3230 VGG o Sonmmome

NOTE: This reference slip and the following memorandum
are stapled together as one item.
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OPNONAL tORM MO 10

UNITED STATES GOVERNMENT

Memorandum

To " Pemsle employees DATEL,
FROM @ Manager (4G75/00)

SUBJECT. Proper footwear

l. In the past month three female emilsyzes have f=1l2a on the corridors
covered with asphalt tile, in aach c2ie (e emplovee w35 wearing shoes
with spike hesls.

2, No such falls have occurred among those emplcyses wearing shoes with
other types of heels. The floors where the accidents occurred were
properly waxed with non-skid wax and were not slippery: Obviously, tha
problem is one of proper footwear.

3, Hereafter female employees 2ra to wear shoes with heels that give
adequate support. This can be done without detracting from the atryscte
iveness of the costume. .

4. Effactive Monday, employses who report to work wearing shoes with
spike heels will be required to change to safe footwesr befora going on
dutye This is simply good safety practice = the removal of a hazari before
an accident hajpenss Any necessary absence for this purpose will be
charged to annual laave or LWOP, as appropriate.

5S¢ 1In the past your support of our safety program has been most gratifying.
1 would appreciate your continued cooperation in this new aspect.

HOMER SAGE

Distribution
Special ~ 1 copy to each
fenale employee

Item 8

MR |

21




Item 9

VETERANS ADMINISTRATION
DEPARTMENT OF VETERANS BENEFITS
WASHINGTON 25, D.C.
August 23, 1961

Your File Reference:

]

In Reply Rafer To: 201J

¥Mr, Homer Sage
Manager

VA Center
Utopia, Somestate

haa L g

Dear Mr. Sage:

Representatives of the Internal Audit Service, Office of Appraisal, will
visit your station on or about September 11, 1961,for the purpose of conduct~
ing an internal audit of your activity. Mr. R. M. Jonss, has been
designated team captain for this audit. .

It is desirable that you be present during the entire period of the audit
and i{f circumstances preclude thi:, notify this office at once so that
necessary changas may be made in the scheduled visit of the team.

As you have previously been advised, these representatives are authorized
to contact any VA ewployee and to examing all records necessary for the
execution of tha audit assignment.

I am confident that You will make all the resources of your office avail-
able to the team members, and I shall be personally interested in the
report which is developed and your comments pertaining to it. At the
conclusion of the Survey you are requested to submit a candid report of
the attitude, approach, conduct and technique of the Internsl Audit Team
as it impressed you; it will be addressed to me, "PERSONAL-OFPICIAL."
This information will be relayed to the Assistant Administrator for
Appraisal.

The Internal Audit Service representatives are desirous of using Gray
Audograph recording equipment if it i3 available in your office. There~
fore, will you please advise at once as to whether or not you have such
equipment and, if so, 1if it will be available for the use of the Audit

representatives. :
Very truly yours,
. J
OHN E, LEONARD

ea Field Director |
|
|

3
— R ——

o ’ 22
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Item 10

August 24, 1961

Dear Mr, sl”:

I've been working at the Utopia Hospital for many years
snd thers are a lot of things I could tell you about it,
including the quastion of vhexe the missing linen is going,
1 haven't spoken to anybody before, because I dida't think
it would do any good and besides I have to eat,

I'm sure that you are coming in with a fresh, new look and
want to make sure that things are dons right, I know I
can help you in this and would like to talk to you,

Very truly yours,

¢.. O, Sleode_

NOTE: This item should be placed in a sealsd envelope
addresssd to "Mr, Sage' and marked “Persomal."

Q - 23
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Aruitoxt provided by Eic:
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Aruitoxt provided by Eic:

N _a

VETERANS ADMINISTRATION

UTOPIA, SOMESTATE

- Your Pile Refarence:

In Reply Refer To: 4075/26

The Honorable

Solon Wise

House 0% Reprasentatives
Washington 25, D, C.

Dear Mr, Wise:

Reference {s made to Mr. Ros's latter of August 22, 1961, in which
bha states that he feels that he will be unable to obtein & loan from
local lenders and that he fears he will lose the houss he 1. srranging
to purchase unless he obteins & direct loan,

1£f efter he has contacted the local lenders he finds that they will
not favorsbly consider making him the loan and if he is in e position
to furnish the required down payment plus an amount equal to 10% of
the astimated cost of construction which in construction loan cases
must be placed in ascrow to assure peyment of the construction cost
should any contingencies arise such as incressed costs of materials
and labor, he may then write us & latter raquesting an epplication for
e direct loan and submit therewith any latters of rejection which he
may have received from privete institutions.

Very truly yours,

HOMER SAGE
Manager

Item 11




(ACTION) UTOPIA VA CENTER
(1NF0) AREA MEDICAL DIRECTOR

00/ REURTEL AUG 23 YOU ARE AUTHORIZED TO PROCURE AT ONCE PAID
RECRUITMENT ADVERTISEMENT IN YOUR LOCAL PAPERS POR PRACTICAL NURSES
10/135

ERI

Aruitoxt provided by Eic:
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UNITED STATES GOVERNMENT

Memorandum
T0 ! Manager {(4075/00) DATED  August 24, 1961

rrom : Persoonel Offfcer (4075/25)

susjecT:  Possible strike of non-professional employees
of local private hospitals

1, At today's luncheon nseting of the local personnel officers, I had
the opportunity of talking to scme of the personusl directors from

private hospitals in the Utopis area. I thought you would be interested
to know that they think that there is & real possibility that their non-

profsssional nursing help will go out on strike within the .ext two
weeks,

2. 1 will be glad to givs you further details on this as soon as you

can find the time,
o 7

PAST

ITEM 13




_PERSONAL-OFFICIAL _

OP3Mat 108K O 10

UNITED STATES GOVERNMENT

Memorandum
TO . Manajer ( 4075/00) DATE 8/24/61
- FROM : Chief, Adjudicatfon Div. (4075 /21)

SUBJECT: Reassignment of John Mag,Clerk-Steno, GS-4

1, I vish to arrange for the reassignment of Mr. Jobhn Nag, Clerk-Stencg
G8+4, to another division, Hiram Past, PO tells me, however,
that there is no possibility of reassignment at this time,

w

2, Mr.Nag has been a problem at this station for I0 yesrsj Three

yesars ago I accepted him with grave ais givings and only because I
needed somebody very desperately., Besides, the thsn msnager
insisted that I take him. I feel that I®ve done xy part

and that arrangsment s should now be made for somsbody else to share the
burden

3+ HMayl see you about this.

8. Please excuse the 2 finger typing, I couldn®§, of course, ask Mr,
Nag to do this for me.

Lurelpn, VT

GORDOM Knote

ERIC |
=
2




ERIC

Aruitoxt provided by Eic:

Item 15

STANGARD FORM Ny 84

OJﬁc‘e Memonmdum e UNITED STATES GOVERNMENT

TO : Mamager (4075/00) DATE: August 23, 1961

FROM

: Chief, Loan Guaranty Division (4075/26)

susjacT: Rmployee Morale

1. It has come to my attention that the morale situation in the Adjudica-
tion Division is getting out of hand and I think you should know sbout it
80 that you will be in & better position to decide what to do adbout it.

2. These are s few typical causes of employes dissatisfaction:

b.
Co

d.

f.

Failure to give the employee adequate or definite information sbout
his job and instructions as to exactly what is expected of him.

Failure to promote from within whenever possible.
Favoritiem among the employees supervised,

Criticism or "bawling out" an employee in the presence of other
employees rather than privately.

Lack of interest on supervisor's part in esployee's work and well-
being.

Pailure of supervisor to distinguish between honest mistakes and
gross carslessness or willfully improper perforsance of duty.

Telling ox implying to an eaployse that it will be "bad" fer him
1f s complaint is carried to higher suthority.

Ignoring the questions of an employee.

Blaming an employee unfairly in matters relating to his work.




VETERANS ADMINISTRATION
REFERENCE SLIP

Item 16

TO (Name or title—Organisational element—Room No. and bld4.)

INITIALS—DATE

vy DU AOTSAL) HEM.

1 3
Manager (4075/00)

3

T
Y
REASON FOR REFERENCE
1 &K aremovar [ concumnonce [ wore o nevumn

AS REQUESTED [ ror vour ees PER CONVERSATION

AL ME INFORMATION [ recounenoanon

[ coumems NECESSARY ACTION 2 O sounm

PREPARE RERLY

FOR SIGNATURE OF
REMARKS

H-E.M. 23]l
Noted. H. E. Meek, M.D.
) = DAYE
VIRGINIA STARCH 8/22/61
439

Y3030 SR o e

NOTE: This reference slip and the following memorandum

are stapled together as one item.
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PERSONAL-OFFICIAL

OFTIONAL 1OM_ NO 10

UNITED STATES GOVERNMENT

Memorandum
TO  : All Nurses DATE:
. FROM - Manager (4075/00)

SUBJECT: Policy on employment of members of the same family

In the last six months there have been three marriages between nurses and
male Nursing Assistants. The hospital has no right or desire to interfere
in the private lives of its employees. However, any nurse fully conscious
of hexr professional status and obligations will realize that if the hus~
band continues in employment in the Nuxiing Service, some difficult
supervisory problems may arise, If it is otherwise feasible, the husband
will be transferred to a position of equal grade outside the Nursing
Services Nurses are reminded that in any event no VA employee is to be
under the immediate supervision of any member of his family,

HOMER SAGE

PERSONAL~OFFICIAL

O

ERIC 30
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VETERANS ADMINISTRATION Iten 17
REFERENCE SLIP

TO (Name or title—0Q 1 ale Room No. and bidg ) INITIALS~DATE
L
Mr, Sage
L X
-
3
4 [y
)
[
REASON FOR REFERENCE
D APPROVAL D CONCURRENCE D NOTE AND RETURR
b AS REQUESTED D FOR YOUR FILES PER CONVERSATION
CALL ME INFORMATION RECCMMENDATION
Q ¥
COMMENTS NECESSAR: TION SIGNATURE
PREPARE REPLY
FOR SIGNATURE OF
NEMARKS

The completse record in this removal case, including
the verbatim transcript (153 pages) of the taped
recording of the hearing and the recommendation of
the Employee Hearing Committee, is in my safe,

Fros DATE
(S

ecretary) THL EXT,
Y3230 Braamea B
|
|
3 . NOTE: This reference slip and the following

. letter are stapled together as one item.

o
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VETERANS ADMINISTRATION

UTOPIA, SOMESTATE

Your File Reference:

N In Reply Refer To: 4075/25

EIRSONAL-OITICIAL

TO : Mx, Garson lLemp
Nursing Service
S Utopia VA Center

SUBJ: Rewoval

1, In comnection with the letter of July 21, 1961 , im which you
vere given advance notice of your proposed removal, a decision has

been made to remove you for cause from employmen. in the VA, effective
on Sept. 1, 1961 , based on the fellewing reaseas:

Charges 1 and II as stated in the notice of proposed removal are
sustained, Charge III is also sustained, but it is recognized
that in connection with this particular charge your action was, in
part, provoked,

2, In reaching this decision, I have carefully considered all of the
evidence of record, including your written reply, the facts developed
during the hearing, and the recommendation of the Employee Heexing
Comittee,

3. You have the right to appeal tiais action to the local Regional
Office of the U,% Civil Service Commission, 121 Butternut Street, no
later than ten days after the effuctive date of this action. However,
if you do not exercise your right of appeal to the Commission, you
have the alternative right to appeal within ten days after the effec-
tive date of this action to the Administrator, through this office, on
the basis of the record. This is in accordance with the policy of the
VA not to consider employes appeals concurrently with the Civil Service
Commission, since the Veterans' Preference Act of 1944, as amended, has
established the Commission as the final authority for appeals under
Section 14 thereof. A further explanation of your appeal rights may
be obtained by consulting with the VA Personnel Office, Room 110,

HOMER SAGE
“anager

Q

ERIC 2

Aruitoxt provided by Eic:
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Item 18

1209 Maple Street
Utopia, Somestate
August 23, 1961

Director
Utopia Vets. Hospital
Utopia, Somestate

Dear Sir:

When I was being interviewed for a job at your
station, the man asked me whether I had Indian
blood in me, and when I said I did, he lost all
interest in hiring me, Up to that time he talked
like he was going to offer me the job. Well, I
wouldn®t accept your crummy job now if you gave
it to me on a platter.

1 am sending a copy of this letter to my congress-
man, who is a.good friend of us Iudians, and to
the Utopia Daily Tabloide

Very truly yours,

%.QNS\W@, Quitl

33




Item 19

1402 Pitch Street
Utopia, Somastate
August 24, 1961

Manager
Veterans Administration Center
Utopia, Somestate

Dear Sir:

1 am certainly glad that T had the presence of mind
to continue wy GI Insurance. For & while I thought
I had done & wise thing in converting my insurance.
However, I now find that I may have done the wrong
thing,

The other day I was happy to receive a dividend check
for $58,20 on wy $10,000 policy. My wife showed this
chack to our naighbor, Mrs. Black, whose husband also
is a veteran, wvho has insurance, who didn't convert.
Now, it just so happens that we are both age 43, and
that we both have a $10,000 policy. But the fumny
thing is that his non-convert term insurance divi-
dend check was also $58,20.

I am quite disturbed over this. I don't think it fs
fair because my premiums are so much highsr than his,
yet we both get the same dividend. I am sure vou
realize how upset I must ba over this matter 1 if

I don't get an axplanation you can be sure that I will
take this up with Congressman Skelley.

Sincerely yours,

T
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Item 20

OPNOMA( ¢0RM NG 10

UNITED STATES GOVERNMENT

Memorandum

TO : Manager (4075/00) DATE:  Awgust 24, 1961
FROM : Chief, Contact Division (4075/29)

SUBJECT: Complaint on information leak in our Regional Office

1, Mre Clyde Knight, f£isld comtact representative in North Utopia, has
complaingd that the local service officer receives advance information
from Mr, Laster, the service organization representative here in the
Regtonal Office about Claims and Adjudication matters. I have had other
indications that Mr. Lester is able to get this typs of information
through personal contacts bere in the RO.

2, Mr., Knight writes that this premsture information has resulted in
embarrassment for him, BPut more important it has caused inconvenience
for veteranse Yor example, in the past month several have appeared for
axamination when not scheduled,

3., 1 have spoken to the Chisf of the Adjudication Division sbout this,
It seems to ma that vhat i{s needed is the issuance of another varning

to all our employess, w‘a'

KEEPIN TOUCH
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August 25, 1961
PERSONAL-OFFICTAL

Mr. Homer Sage
Manager

Utopia VA Center
Utopia, Somestate

Dear Mx, Sage:

I have been employed at this hospital in a probational status for
the past six months. BRarlier this week it vas discovered that I
had a past history of narcotic addiction, and that I didn't mention
this wben I applied here for employment as & Clinical Psychologist.

Dr. Meek, Director, Professionsl Services, called me to his office
yesterday and spokse to me about this, but he woulda't--or couldn't--
tell me what, {f anything, is going to happen to me. I told him I
have not taken drugs for over two years now. He adaitted that

I have been doing fine work and that he would never have suspected

I bad been an addict. He told me hs regretted that this mattar has
arisen, especially since the Utopia Center s 30 short of clinical
psychologists.

I would appreciate ycur verifying thase statements with Dr. Meek.
I am sure, too, that tha Chisf, Clinfcal Psychology Sexvice, will
bear out his opinfon of my ability and good coaduct.

Naturally the uncovering of this situation bas placed me under a
severe emotional strain, I have a wife and two childrem to supporte.
Being removed from this position in the VA would destroy sy last
chance of being rebabilitated as a profcssional man. This {s the
only reason I did not disclose my past vecord of addiction.

I know how busy you will be during your first day here, bLut I des-
perately need to see you this very morning. I will be waiting for
you to call me to your office.

Respectfully yours,

Dot e

DEXTER DREEN, Ph.D,

PERSONAL-OFFICIAL

Item 21
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ITEMS 1 AND 2

1. The reference slip and teletype for Item 1 are separated from the teletype of Item 2
in the kit of materials. One of the tasks of the participants is to relate the two items.

In the process of discussing the relationship, the group may bring out the adminis-

trative technique of skimming through the in-basket to put connected items together.

2. These two items should raise some questions in the mind of Homer Sage. Those
questions, which may be of help during ihe discussion, are as follows:

a. Should I “‘kick up some fuss’’ about this, as Ernest recommends, or should I in-
sist that we comply with the follow-up wire? If the latter, how ghould I do it? If
the former, what dangers does it present?

b. What kind of reports control system does the station have which would let this
situation occur? Does it need some improvement?

c. Has the delay been caused by any foot-dragging on Ernest’s part? If so, what
can Ido to get him to change his attitude?

iTEM 3

This is a ''trap item.”’ At a quick reading it might look like a ''nice’’ letter which calls
for a "‘nice’ answer to Edward Euphoria. A more careful reading will raise some serious
questions, such as -

a. Was this gift unprompted or was it solicited by Joe Smith?

b. The way the letter is worded indicates that Mr. Euphoria may have given checks to
the nursing assistants who were on duty the day he left. Is this true? If true, is it
an isolated instance or a common practice?

c. Should I have this looked into in my absence or should it be held till my return?

d. If I wait, is it likely to ‘‘hit the papers’’ in my absence? If I have somebody look into
it, who should it be? Should he make a discreet inquiry to start with? If the facts
warrant a full scale jnvestigation, should this be started in my absence or held till
my return?

ITEM 4

This is designed as an ‘‘urgent’’ item. Some of the Homer Sages will probably decide that
it's so ‘‘hot’’ that the person they select to take care of it should do so immediately. Some
of the thoughts that the Homer Sages might wish to jot down in their notes to the selected
person are -

a.

First, what are the facts? From Miss Utilis’ note there apparently has been an in-
cident concerning a patient, Sam E. lLoper. Did he ‘‘escape’’? Is he dangerous? If
80, have the civil authorities been notified?

After getting the facts, check with the person who has been handling contacts with
the local newspapers. What have our relationships with the Utopia Gazette been?
What kind of 2 person is Mr. Deadline? For example, does he look for scare head-
lines? After doing this, call Mr. Deadline, because this can’t wait for my return,

After I return, I'd like to get a complete fill-in. In particular I'd like your opinion
as to whether we should consider further action, such as a possible investigation.

Why did I have to learn this from the paper? Should we also talk to the Utopia Daily
Tabloid? (See item 18.) Shouldn’t we protect the patient’s right to privacy by refus-
ing to discuss his condition with the press?




ITEM 5

This item is also an urgent one. It also has a ticklish public relations angle, even though
not as inherently dangerous as that in Item 4. Some of the questions that might occur to
Homer Sage are -

a. Mr. Joiner should be told immediately that Mr. Stone has transferred and will not be
here to speak at the luncheon.

b. Is tais enough, however? Should we leave Mr. Joiner in the spot of having to find
another speaker on very short notice? Wouldn't it be better to have someone at the
station substitute as the speaker? If so, who?

c. As to the second paragraph, does Mr. Close have a 60-day grace period? If not, he
may need an answer very quickly. Would the Chief, Contact Division, be able to an-
swer the question or would it require someone with a more specialized knowledge of
insurance activities?

ITEMS 6 AND 7

Items 6 and 7 should be separated inthe kit of materials. Some of the group members who
tie the items together will treat them alike. But should they?

The group will probably agree that Item 7 is routine and should be signed. There will
probably be two principal reactions to Item 6 as follows:

‘‘This is one of the key positions of the station. I will postpone signing until I return
and can learn more about Edward Corbett."’

‘I can't hope to learn much about Edward Corbett in a short time. I have te rely on
the judgment of Hiram Fast, so 1'll sign.*’

Even though Item 7 is considered as routine, it should raise some questions in the mind
of the Homer Sages. For example -

‘‘Why does a promotion to GS-3 come over my desk?"’
*'1s this typical of the state of delegation of authority at the station?’’
**Should I make a note to check on this after I return?*’

ITEM 8

This is an example of a '‘touchy’’ item. Some may sign the memorandum, seeing it as a
logical solution to the problem. Others will feel that it is not a matter of logic and that
prescribing what female employees will wear is treading on dangerous ground.

Those who sense this ‘‘touchy’’ aspect will suggest various ways of handling the matter.
For example, some may note the item to be held for their return; others may refer the
memorandum to 1.M. Vigilant with a suggestion that he discuss the matter with Hiram Fast,
the Personnel Officer, and that they develop a way of resolving the problem thiough an
educational approach.

ITEM @

This item involves the question of timing. Should the visit of the internal audit team be
deferred or not? The two views on this are represented as follows:

"Request that the visit be deferred. This will give me time to learn more about the
station. It will show loyalty to the employees’’.




‘‘Tell the team to come ahead. This is the time to have an audit. It will give me an
objective view of what needs to be done."’

The group members who favor the second approach may wish to discuss what might be
done in addition to replying to Mr. Leonard's letter. For example -

- Inform the staff and solicit their cooperation.

- Assure the employees that the visitisn't due to the fact that there is a new manager.

ITEM 10

¥
Mr. Goode's letter may raise the following questions in the minds of the Homer Sages:
- Is this man a crackpot?
- Suppose he is a crackpot, might he not be telling the truth?

The item will probably yield a larger variety of responses than many of the others. Here
are some -

‘‘Reseal the letter and hold. On my return I will talk to the Assistant Manager and
find out if there is a probl>m of missing linen.’’

‘I will review the letter when I return and then call in Mr. Goode and talk to him.''

*‘l would inform Mr. Goode, through his departmeunt head, that I will meet with him
when I return.’’

‘I would have Mr. Lee Gill, the Chief Attorney, check on Mr. Goode in my absence.'’

‘I would write directly to Goode and set up an appointment with him when I retur:.”

ITEM 11

iThis item faces the Homer Sages with this puzzler -

‘‘The letter is not a shining example of 4-S principles. It could be grea'ly improved.
But Mr. Roe fears he will lose the house he is arranging to purchase unless he ob-
tains a direct loan. Will a delay for rawriting add materially to this danger?”’

The letter may also cause the Homer Sages to wonder about the general state of letter
writing at the station. Some of them may mention that iney plan to check on their return
to see if 4-S training is needed.

ITEMS 12 AND 13

These items should be separated in the kit of materials. Discuss item 12 first. Some
members will treat the item independently and others will then point out the relationship
of Item 13.

The two points of view on the relationship are expressed by the following:
“After we requested authority to use paid advertising, Hiram Fast learned of a pos-

sible strike of non-professional nursing help in local hospitals. It would be better
to hold up on the advertising."’

‘‘Our primary consideration is to staff our hospital. The local hospitals have hired
from us. Besides, even if we advertise, we wouldn't have to hire¢ away from the
other hospitals.’’
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Aruitoxt provided by Eic:

ITEMS 14 AND 15

These items should be separated in the kit of materials. Unlike the other pairs they are
indirectly, rather than directly, related.

Some of the Homer Sages may sense something symptomatic in the Adjudication Division,
something that needs looking into. They may also wonder about Mr. Anthony ‘‘tattling’’ in
this manner and may want to check later on the possibility of cliques and factions at the
station.

ITEM 16

This, like Item 8, is a “‘touchy’’ item. Some questions that may occur to the Homer Sages
are -

‘‘How many instances have occurred where an employee is under the direct super-
vision of a member of his tarily?”

‘“‘Can the situation be handled normally by scheduling?’’

““Would the issuance of the memorandum produce any adverse reactions? For ex-
ample, how would the Nursing Assistants feel about their social status?’’

‘“What about Dr. Meek? Shouid he have given his opinion and not simply put down
‘Noted’?”’

ITEM 17

This letter raises the gquestion of the extent to which Homer Sage should re.y, for this
item, on staff recommendations. Some group members will sign the letter on the basis
that it is technically correct and that they would rely on the recommendations of the Em-
ployee Hearing Committee.
Most of the group will probably oppose this view for the following reasons:

““This is an important action. There should be time to consider it.”’

‘““The Employee Hearing Committee merely recommends. The manager makes the
decision and he should not do so hastily.’’

““If I sign this letter I am certifying that ‘I have carefully considered all of the evi-
dence of record.” This simply is not true.”

ITEM 18

This itern has a public relations aspect that adds to its urgency. It will probably yield a
variety of responses. Here are some -

‘“‘Refer the letter to Lee Gill. Tell him he may be called by the Tabloid and ask him
to get all the facts in anticipation of the call.”’

‘‘Have someone call the Tabloid and get the facts to them in advance.’’
‘‘Write t> John Sharp-Quill and explain the policy to him.’’
‘‘Write to Sharp-Quill, the congressman, and the Tabloid. Explain that you will look

into the matter on your return. Send a copy of the letter to the Area Information
Representative.’’
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‘‘Reconnoiter first; Sharp-Quill’s reaction may be due to oversensitivity on his part.
Refer to the Personnel Officer to prepare a reply for ‘my’ signature and to hold the
reply for my return. Have Mr. Fast ask the Tabloid to check with us for the facts
on the letter they receive.’’
‘“Refer the letter to the Deputy Fair Employment Officer and ask him to check on it.’’
ITEM 19
This item also has a public relations aspect, although not with the same urgency as Item
18. The majority of the group will probably feel that the questions cannot be answered by
the Center, that the letter should be referred to CO or the appropriate District Office,
and that Mr. Blue should be told about the referral.

ITEM 20

Some of the thoughts that might occur to the Homer Sages are -

‘A previous warning apparently didn’t seem to be effective. Would another one work
any better?’’

‘“These leaks should be stopped, but in the course of stopping themm we must also be
careful to maintain our relations with the service organizations. I should move
carefully in this matter."”’

*“It might be well to ‘get the facts.” If so, should I refer the matter to Lee Gill, who
will be acting in my absence or back to Mr. Touch?”’

ITEM 21

This item poses a knotty problem, not susceptible to an easy answer.
On the one hand, according to Dexter Dreen’s letter -
- he has not taken drugs for over two years.
- Dr. Meek admitted that he, Dreen, had been doing good work.
- The Center is short of clinical psychologists.
- His professional career would be ruined by removal.
On the other hand -
- Dreen did conceal his past history of addiction.
- The percentage of regression of narcotic addicts is high.

- The hospital’s community relations might be harmed if it gets out that Dreen was
kept on the staff after his history of past addiction became known.

Another problem is that Dreen’'s letter states, ‘I desperately need to see you this morn-
ing.”’ Dreen is obviously in a highly emotional state. Is he likely to do something rash if
Homer Sage doesn’t arrange for somebody to talk to him?
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